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UNITED STATES GENERAL ACCOUNTING OFFICE 
WASHINGTON, D C 20548 

IN REPLY 
REFERTO 

HUMAN RESOURCES 
DIVISION 

FEeil 7 if377 --- 

The Honorable 
Assistant Secretary for Education 
Department of Health, Education, / 

and Welfare 6 

Dear Assistant Secretary* 

We have completed a survey of the Fund for the Improve- 
ment of Postsecondary Education. The General Education Pro- 
vlslons Act (Public Law 92-318) enacted on June 23, 1972, 
authorized the Secretary of Health, Education, and Welfare 
to make grants to and enter into contracts with public and 
private educational lnstltutlons and agencies to improve post- 
secondary educational opportunltles by encouraging a broad 
range of reforms and lnnovatlons. These grants and contracts 
are admlnlstered by the Fund, a separate organlzatlonal unrt 
established by the Secretary, which 1s under the purview of 
the Assistant Secretary for Education 

A 15-member Board of Advisors, which 1s appornted by the 
Secretary, makes recommendations to the Dlrector of the Fund 
on priorltles for the rmprovement of postsecondary education, 
proJects under conslderatlon for funding, and overall Fund 
operations 

Since starting operations in 1973, the Fund has supported 
385 new prolects and 171 renewal pro]ects, which have been 
awarded about $42.2 ml11 ion. The 385 new prolects constitute 
about 4 1 percent of the proposals submitted to the Fund 
They have dealt with a variety of educational topics and have 
involved many types of public and private postsecondary lnstl- 
tutlons and agencies. 

Our survey was conducted primarily at HEW headquarters. 
We reviewed several proposals for proJects both completed and 
ongomg, and vlslted certain prolects In the Washington, D-C 
area. We discussed the Fund's aLtivlties with offlclals from 
several HEW offices and revlewed the relevant legislation, 
regulations, and crlterla and guidance for carrying out the 
Fund's actrvitaes. 



We found that the Fund's staff appeared to be committed to 
awarding grants for prolects which were lnnovatlve and which 
might provide improvements in postsecondary education How- 
ever, there are opportunltles for lmprovlng Fund operations 
which we want to bring to your attention. These opportunities 
exist rn the following areas 

--coordlnatlon with other Federal agencies during the 
proposal review process, 

--drssemlnatlon of prolect results, and 

--administration of the day-to-day operations of the 
Fund. 

COORDINATION WITH ------ 
OTHER FEDERAL AGENCIES -- 

Many Federal agencies, including several In HEW, provide 
funds for postsecondary educatron programs of various types 
Because the Fund supports projects involving a wide range of 
educational sublect areas, lncludlng Indian education, voca- 
tional education and nurses tralnlng, It 1s possible that 
many of these prolects would be of interest to other Federal 
agencies such as the Bureau of Indian Affairs, the Bureau 
of Postsecondary Education, and the National Institute of 
Mental Health Many prolects might have been Jointly funded 
by these other agencies and the Fund, but because these other 
agencies and the Fund had not formally coordinated their 
activities, joint consideration of such prolects was less 
likely. 
duplicate 

It should be noted that we did not find any actual 
funding of prolects by the Fund and other agencies. 

In the past, the Fund relied on the knowledge and expe- 
rience of its staff to informally coordinate its project 
proposal reviews on a case-by-case basis with other HEW or 
Federal agencies which provided support for postsecondary 
education as the need was perceived Without formal and 
coordinated information exchange, rncludlng the furnishing 
of lists to other agencies of prolects funded and their 
obJectives, the potential existed for duplicate funding of 
prolects or segments of prolects, and there was no assurance 
that the Fund would be aware of other Federal agency lnvolve- 
ment in such prolects 

While Fund officials agreed that there was increased 
potential for dupllcatlon of effort without formal coordl- 
nation with other Federal programs, they believed that 
existing methods for coordlnatlng actlvltres had been suc- 
cessful in avoiding duplication. However, Fund officials 
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agreed to coordinate more formally at the pro-ject formulation 
stage so that the benefits of coordlnatlon can be better 
assured. 

The Fund’s staff 1s responsible for coordlnatlng the 
Fund’s prolects in speclflc educatlonal areas with the Federal 
agencies responsible for those educatlonal areas for the pur- 
pose of enhancing and formallzlng their exlstlng coordlnatlon 
patterns. Each staff member is to develop communlcatSon with 
other designated Federal agency staff. to keep informed of 
prolects proposed to these agencies for fundlng in order to 
utilize more fully the benefits of coordlnatlon during the 
proJects' formulation stage. According to a Funa offlclal, 
two Federal agencles-- the National Endowment for the Humanltles 
and the National Institute of Education--have already expressed 
an interest in Jointly funding some prolects In related areas. 
The result could be more cooperative and complementary appro- 
aches to encouraging reforms and lnnovatlons in postsecondary 
education. 

DISSEMINATION OF PROJECT RESULTS -- -- 

If the Fund is to achieve rts goal of improving postsec- 
ondary education, the results of prolects it supports should 
be made available to lnstltutlons and agencies which are 
likely to bring about such improvements. The improvements 
should not be llmlted to those lnstltutlons or agencies which 
conducted the prolects. 

Although the Fund has published a booklet titled "Resources 
for Change, A Guide to Projects, 1975-76," periodically issued 
news releases on prolects funded and their oblectlves, and 
made presentations at educatlonal conferences, the Fund has 
generally relied on grantees to dlssemlnate the results of 
their work. 

ke discussed the dissemination of prolect results with the 
Fund's staff. In addltlon to rrettiods already used by the Fund, 
we suggesteo that they consider provldlng the final results 
of prolects to several data banks which store and disseminate 
information on education programs, such as the Educational 
Resources Information Center of tne National Institute of 
Education, the Smlthsonlan 1nstltutlon"s Science Informatlon 
Exchange, and the Natlonal Technical Information Service of 
the Department of Commerce In aadltlon to more effectively 
meeting the goals of the Fund by making Its prolect results 
available to other agency offlclals Interested in slmllar 
actlvltles, dlsseminatlon can also assist in reducing the 
llkellhood of dupllcatlon by other programs In fundlng new 
prolects. 
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The Fund's staff fully agreed wrth our views regarding 
dlssemlnatlon of prolect results They told us that Improve- 
ments In methods of dlssemlnatrng prolect results would be 
a malor effort for the next year The Fund has been in con- 
tact with offlclals of the Educational Resources Information 
Center and plans to contact offlcrals of the other data 
banks to discuss possible methods of exchanging lnformatlon. 

In addltlon, offlclals told us that they plan to (1) make 
wide dlssemlnatlon of final prolect reports from grantees, 
(2) publish reports from the Fund Itself, especially staff- 
prepared analyses of prolect results over the past 3 years, 
and (3) increase expenditures of prolect funds for dlssemlnatlon 
activities in fiscal year 1977. Also, a staff member has been 
formally designated as coordinator for dlssemlnatlon activities 

ADMINISTRATION OF DAY-TO-DAY -a--- 
OPERATIONS OF THE ~iiiDII----- -I_- -- 

We noted a number of instances where admlnlstratlon of 
the day-to-day actlvltles of the Fund could be improved, each 
of which IS discussed brrefly below 

Need Lo strengthen controls - 
over prosct flies --I_ 

Several files are malntalned on each prolect supported 
by the Fund lncludlng State flies, evaluation flies, and pro- 
gram officer flies. All files are not malntalned at a central 
location and we found that most were Incomplete, making it 
necessary to obtain files from several locations in order to 
review the chronology of a prolect. Collecting the files 
takes time and thus diminishes the amount of time Fund's staff 
have to review new and renewal proposals which could be a 
critical factor as proposal deadlines approach. 

In response to our suggestion the Fund has decided to 
contact the General Services Admlnlstratlon's National Archives 

I Records Service for assistance in reorganlzlng their filing 
system. 

Im_Erovements needed In 
docurnentlngeroposaLsr ----- _L-P 

We found It dlfflcult to determine the ob3ectlves and 
impact on postsecondary education of certain pro)ects sup- 
ported by the Fund because proposals were stated in vague and 
conceptual terms For example, one prolect included a short 
term ob-jective of provldlng I'* * * an introduction to and a 
unlflcatlon of the aesthetic dimension of the arts an; the 
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environment." Ultimately, it proposed li* * * to extend the 
aesthetic In personal and social life * * *.I' Fund offlclals 
said this oblectlve was stated In terms sufflclently speclflc 
for them to Judge Its impact. The proposal did contain some 
elaboration on the stated ob]ectlve and the pro-ject may result 
In improvements In postsecondary education. However, we 
belleve the oblectlves of prolects should be made as clear 
and speclflc as possible so that offlclals outside the Fund 
can Judge the impact of such prolects and compare them with 
other prolects when making funding declslons. 

The Fund's staff agreed with our observations. They told 
us that under the Fund's present crlterla and procedures, 
proposals wlthout clarity and preclslon should not fare well. 
They also said that changes currently being considered In 
their "Guide for Proposal Preparation" will put greater stress 
on the need for clear and precise statements of purpose In 
proposals which are submitted to the Fund and should make It 
even less likely that unclear and vague proposals will receive 
Fund support. 

Board of Advisors -- -- 
review of proposals ---- - 

- 
The Board of Advisors makes proposal funding recommenda- 

tions to the Fund Although these recommendations are not 
brndlng, the Fund has generally followed the recommendations 
wlthln funding constraints At the time of our survey, the 
Board of Advisors reviewed all projects of over $100,000. 
This policy resulted In Board of AdvIsors' reviews of rela- 
tlvely few proposals which were submitted to the Fund. 

The Fund's staff advised us that as a result of our survey, 
the Board of Advisors had under conslderatlon the following 
options 

--That, each year, two rather than one Board aeetlng 
be devoted to the consideration of proposals recom- 
mended for funding by the Fund's staff. 

--That in addltlon to proposals over $100,000 
per year the Board ought to review proposals 
that (1) might extend beyond 3 years of Fund 
support, (2) would have a total budget over 
the life of the grant in excess of a figure 
to be determined by the director ($200,000 
was suggested as a possible amount), and (3) 
come from freestanding lnstltutlons or those 
agencies which are not a part of an organlzatlon 
with an alternative means of contlnulng support. 
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Minutes of Board of Advisors' meetings ------ 

Minutes of Board of Advisors' meetings were not centrally 
malntarned. In some cases, offlclal published minutes could 
not be located by the Fund's staff after lengthy searches, 
while other minutes were mlsflled. 

As a result of our survey, the Fund has revised Its 
system for controlling minutes of Board meetings which should 
facilitate access to malor declslons of the Board. A central 
filing system will be maintained for minutes of Board meetings 
and backup material provided to Board members during those 
meetings. 

SubmlsslonAf final Erolect reports --- - 

The Fund requires that final reports be submitted within 
90 days after prolect completion. We found that a number of 
final reports were not received by the Fund in a timely manner. 

In June 1976, we reviewed files on 69 prolects awarded 
grants during 1973 and 1974 and completed by May 31, 1976, 
to determine if final prolect reports had been received. Of 
the 69 prolects, final prolect reports for 22 percent had 
not been received, and 12 percent of the final reports which 
were received were 6 months or more late. Although Fund 
offlclals did not see late receipt of final reports as a 
malor problem, they agreed to lnltlate more extensive follow- 
up efforts to ensure that the reports are received on time 
This should also assist the Fund in improving its dlssemlna- 
tion efforts. 

Internal *ratlngerocedures I_- -_l- 

The Fund did not have written operating procedures 
descrlblng staff duties and responsrbllltles Although the 
Fund has not experienced slgniflcant turnover in staff, in 
the event that this should occur, the lack of such procedures 
might adversely affect Fund operation. 

The Fund does not believe that there is a need for a 
detailed operations manual because the Fund's staff which 
includes a Director, 
officers, 1s small 

Deputy Director and 10 program 
The Fund plans, however, to prepare 

Job descriptions for its program staff 
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Proposal review form 
%blsloG needed 

-- 

The Fund's "FY 1376 Program Information and Application 
Procedures" contain three crlterla which are used In the 
evaluation of all proposals. 

--Is it cost effective’ 

--Does it have impact beyond the applicant's setting? 

--Is It a learner-centered Improvement? (W111 the 
Improvement benefit the learning population to be 
served?) 

The proposal review forms used by the Fund do not clearly 
address each of the crlterra contained in the Fund's program 
guidelines, especially the criterion regarding the cost effec- 
tlveness of the proposed project. 

We suggested that the Fund revise the review form to 
more clearly and completely address the review crlterla con- 
tained in the program guldellnes. Fund officials agreed and 
they assured us that they plan to provide guidance to pro- 
posal reviewers explaining the review questions on the form 
and relating them to program guldellnes. 

We believe that the changes proposed by Fund officials 
should improve the operations of the Fund We would be inter- 
ested in any further actions taken on our suggestions We 
have carefully considered the comments of the Fund's staff and 
wish to thank the staff for their cooperation and courtesy 
throughout our survey. 

We are sending a copy of this letter to the Director of 
the Fund for the Improvement of Postsecondary Education. 

-- Sincerely yours, 

Ronald F. Lauve 
Associate Director 
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